It is impossible to flick through HRD books or listen to HRD professionals without noticing metaphor: HRD as a three-legged stool; organizations with memory; researchers using pilot studies; practitioners with career anchors running brainstorming sessions (Short, 2000) . As these examples illustrate, metaphors operate as a powerful communication tool, and people working in HRD use them to great effect in describing who they are and what they do. But is that all metaphors are-a decorative communication device? According to cognitive theories of metaphor the answer is no, because they instead reveal much about how we conceive of the world, our work, our role, the problems we seek to tackle, and the approaches we adopt. Those theories then go further by questioning whether metaphors in our language influence behaviors and reflect the metaphorical structuring of our conceptual systems. If they do, then can we alter behaviors by changing metaphors?
• an overview of metaphor definitions and theories • a framework for exploring metaphor in HRD • a summary of the main implications for HRD
Knee-Deep in Metaphor Definitions, Labels, and Forms

Definitions
It would be useful to start the chapter with a concise, unambiguous definition of metaphor. Unfortunately, even though metaphors can be traced back at least as far as Aristotle, circa 330 B.C. (Leary, 1990) , defining them remains a challenge in itself. "A general type of description of metaphor often seems to be the only level at which theorists and researchers of different persuasions can agree" (Cameron, 1999, p. 3) . Those general descriptions build broadly on the derivation of the word metaphor from the Greek meta, meaning above or over, and phorein, meaning to carry or bear from one place to another. Metaphors therefore carry meaning over from one domain to another (Kopp, 1995) .
To be a little more specific, a metaphor presents a way of seeing something as if it were something else and, by transferring meaning from one domain to another, it enriches and enhances both domains (Barrett & Cooperrider, 1990) . Beyond these generalities, as Cameron (1999) warned, disagreements about the definitions of metaphor "develop in a mire of conglomerated detail" (p. 3).
Labels
The nature of metaphor, presenting something as if it were something else, suggests two components (let us call them A and B), and a relationship between those two (e.g., A is B). In the quote at the beginning of this chapter, Swanson (2000) used three implied A is B metaphors: being mission-driven is a journey, a person who shares part of that journey is a partner, and to share the full journey is to jump into a harness. To make it easier to refer to the components of A and B, both are labeled in metaphor theory and research. Tenor is the label most frequently associated with the A component (sometimes referred to as the topic), and vehicle with the B component (both derived from Richards, 1936) . The nature of the contrast between the tenor and vehicle has been variously labeled, but I shall refer to it as the tension (Ortony, 1975) . The ground is that which the two have in common (Ortony, 1975) .
Moving beyond the simple A is B statement, there exists a diversity of metaphoric forms. As the following examples (Lakoff & Johnson, 1980) strate, metaphors can be nouns or verbs and can be obvious metaphors or be so common in everyday usage that the users never reflect on their metaphorical background.
• The conduit metaphor: "His words carry little meaning."
• The orientational metaphor: "I'm feeling up."
• The ontological metaphor: "I'm feeling a bit rusty about this" (as if the mind or body were a machine).
• The metonymy metaphor: "He's into dance" (using one entity to refer to another that is related to it).
• The personification metaphor: "Inflation is eating all our profits."
Generating New Meaning
By presenting something as if it were something else, metaphors seek to generate new meaning for an existing entity or to fill gaps in our language (e.g., the term brainstorming fills a lexical gap by providing a powerful image of the activity rather than a longer literal description). That new meaning is typically generated by structuring inherently vague tenors in terms of more concrete vehicles (Tsoukas, 1991) , with the creative potential of metaphor depending on the tension between the two. People therefore conceive of something uncertain or unknown, such as an organization, by associating it with something they know a lot more about, such as a machine (Morgan, 1997) .
The generation of new meaning results from the partial nature of metaphors. Not every aspect of the tenor corresponds to every aspect of the vehicle, and so metaphors hide some features of the concept we apply them to and highlight others (Goatly, 1997) . To stick with the example above, organizations do not share all the critical features we associate with machines; if they did, then "organization is a machine" would be a literal and not metaphorical statement. The implication is that the metaphor highlights certain aspects of organizations while hiding others.
With metaphors being partial, several are needed to provide a more rounded coverage of an entity, using different vehicles to highlight different features of the same tenor. With metaphors for organizations, perhaps the most frequently cited examples are from Morgan (1997) , who offered seven in addition to the organization is a machine.
• Machine: an emphasis on efficiency, goal-oriented activity, engineering principles, and the organization as a tool or instrument.
• Organism: a living systems perspective, an open system capable of growth and decay, and passages through various life cycles.
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• Brain: flexible and resilient, holographic, self-regulated and doubleloop learning, and feedback.
• Culture: characterized by norms, rites, and shared reality.
• Political system: an emphasis on the distribution of power, conflicting interests, limited resources, lobbying, and negotiating.
• Psychic prison: the influence of the unconscious, issues emerging out of dependency needs and repressed sexuality, the patriarchal family, and organizations as traps of repeating patterns.
• Flux and transformation: organizations as self-referring systems, evolving entities, loops rather than lines of causality, and interdependent units.
• Instruments of domination: characterized by the exploitation of employees, patterns of prejudice and discrimination, class-based, and workaholism.
Almost Neck-Deep in Metaphor Theory
Given the diversity of forms, multiple theories are required to describe and explain different aspects of metaphorical language and metaphor processing (Cameron, 1999) , and during the past 20 years a whole raft of theories have been offered in the voluminous literature on the topic (Gibbs, 1999) . For example, substitution theory stated that metaphor is a substitute for literal terms and is therefore a decorative device, and interaction theory claimed that certain features of the vehicle are projected onto the tenor and that both interact through a process of selection, suppression, and emphasis (Goatly, 1997) .
Other examples from cognitive psychology alone include salienceimbalance theory, domains-interaction theory, structure-mapping theory, class-inclusion theory, and conceptual metaphor theory (Gibbs, 1999) . Then there are others from applied linguistics. Gibbs claimed that none of the existing theories accounts for all of the different kinds of metaphor, nor will any one theory be able to in the future, given the complexity of metaphor in language and conception.
Cognitive Theories of Metaphor
More than any other theory (or set of theories), cognitive theories of metaphor have had the greatest impact on metaphor research and thinking during the past 30 years. Despite being around in various forms for centuries, they were downplayed for most of the 20th century (Cameron, 1999) . Metaphor was presented as an anomaly, an unusual or deviant way of using language, a minority interest, or something done in literature class (Goatly, 1997) . From a positivistic perspective of objectivity, fact, and logic, meta- phors were viewed as frivolous and inessential, if not dangerous (Kopp, 1995) . Cohen (1979) , for example, traced criticisms back to such philosophers as Hobbes and Locke, for whom reality and truth were restricted to literal meanings and logical thoughts. During the past 30 years, the positivistic perspective on metaphor has been challenged by developments in linguistics, philosophy, and cognitive psychology. For many, it was Lakoff and Johnson who prompted a return to the cognitive position in their seminal work, Metaphors We Live By (1980) . They proposed that metaphor is not just a matter of language and that human thought processes are largely metaphorical. In other words, the human conceptual system not only processes metaphor-it is itself structured metaphorically. Metaphors began to be appreciated as an essential aspect of cognition, leading to increasing agreement that metaphor is an indispensable basis of language and thought (Goatly, 1997) .
The cognitive nature of metaphor is now uncontroversial and taken as obvious (Cameron, 1999) , with scholars recognizing the systematic ways in which people talk about certain concepts and how those ways might reflect metaphorical conceptualizations (Gibbs, 1999) . To illustrate this point, let us explore the following language about theory and arguments taken from Lakoff and Johnson (1980) :
• Is that the foundation of your theory?
• The theory needs more support.
• The argument is shaky.
• We need some more facts or the argument will fall apart.
• The theory will stand or fall on the strength of that argument.
• So far, we have put together only the framework of the theory.
• They exploded his latest theory. Lakoff and Johnson (1980) argued that such expressions do not exist individually as random clichés, but instead reflect how we conceive of theories and arguments as kinds of buildings through the conceptual metaphor theories (and arguments) are buildings. That is, "Metaphor is not just a matter of language, but of thought and reason. The language is secondary. The mapping is primary, in that it sanctions the use of source domain language and inference patterns for target domain concepts" (Lakoff, 1993, p. 208) . The claim is that conceptual metaphors highlight how people conceptualize one thing in terms of something more concrete, with metaphorical language simply reflecting that underlying conceptual mapping.
Lakoff, Johnson, and others have since identified a long list of conceptual metaphors, including love is a journey (e.g., "We'll have to go our separate ways," "We can't turn back now," and "We've gotten off the track") and life is a container (e.g., "I've had a full life" and "His life has been empty, and her life is crammed with activities"). Early work in exploring HRD meta-
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phor has also identified (Short, 2000) : problems are gaps to be crossed or closed (e.g., skills gap, theory-to-practice gap), organizations are human entities (e.g., organizational health, identity, memory, and role shock), and HRD as a journey (e.g., HRD on a theory-building journey, HRD is at a crossroads, and HRD has taken a detour).
Metaphor, Behavior, and Behavior Change
As already stated, metaphors are inherently partial: They highlight certain aspects of the vehicle while masking others. Metaphors therefore operate as filters that screen some details and emphasize others, and in so doing they organize our view of the world (Barrett & Cooperrider, 1990) . Lakoff and Johnson (1980) argued that if a person values those factors highlighted or emphasized by a particular metaphor, then that metaphor can acquire the status of truth and then guide future actions, justify inferences, and help set goals. The relationship between metaphor and action then becomes circular: The metaphor guides action, the action make sense to the actor because it is interpreted through the metaphor, and that sense-making in turn reinforces the power of the metaphor to guide future actions and make future experiences coherent. Metaphor can therefore be seen as a self-fulfilling prophecy (Lakoff & Johnson, 1980) , which not only describes an external reality but can be said to help constitute that reality and prescribe how it ought to be viewed and evaluated (Tsoukas, 1991) .
Associating metaphor with action raises the potential for influencing future actions through changes to metaphors, perhaps through the introduction of new and imaginative metaphors to change conceptual systems. This is not to suggest that language alone changes reality, but that changes in conceptual systems alter what is real for us and affect how we perceive the world and act on those perceptions (Lakoff & Johnson, 1980) . As described by Lakoff and Johnson, New metaphors have the power to create a new reality. This can begin to happen when we start to comprehend our experience in terms of a metaphor, and it becomes a deeper reality when we begin to act in terms of it. If a new metaphor enters the conceptual system that we base our actions on, it will alter that conceptual system and the perceptions and actions that the system gives rise to. Much of cultural change arises from the introduction of new metaphorical concepts and the loss of old ones. (p. 145) Many examples have been documented of how behavior change resulted from the introduction of new metaphors. Just a few of these include helping a dysfunctional group to liberate aspirations, decrease interpersonal conflict, build strategic consensus, and renew the collective will to act (Barrett & Cooperrider, 1990 ); reframing problems to produce innovative ways of tackling social policy problems (Schön, 1993) ; pictorial metaphors in computergenerated displays used in the development of professionals to guide future skilled action (Dent-Read, Klein, & Eggleston, 1994); unfreezing organizations prior to change (Armenakis & Bedeian, 1992) ; and the reframing of clientgenerated metaphors in psychotherapy (Kopp, 1995) . As these and other examples illustrate, metaphors offer considerable potential to influence current and future behavior, which highlights the importance of identifying and exploring current metaphors-in-use and potential alternatives that may produce different behaviors. Such an active consideration of alternatives is a "process by which new perspectives on the world come into existence" (Schön, 1993, p. 137) , and works to reduce reliance on a few dominant metaphors (Alvesson & Willmott, 1996) .
Shining the Torch on Metaphor in HRD
So far in this chapter, I have argued that metaphors are prevalent in language, that those surface metaphors can be used to identify conceptual themes, that the themes shine light on the metaphorical nature of conceptual systems, and that transforming surface and conceptual metaphors can lead to behavior change. If these claims are to be believed and, as many authors claim, metaphor and the mental processes it entails are at the heart of language and cognition, then the study of metaphor needs to expand beyond literature scholars to encompass those of all disciplines (Goatly, 1997) .
Paying attention to the use and influence of metaphors in communication can, in principle, provide an appreciation of how those metaphors shape, enhance, or shift awareness and actions (Alvesson & Willmott, 1996) . Any study of metaphor therefore needs to explore metaphorical language at the surface and conceptual levels, as well as the use of metaphor. HRD is already behind many disciplines in such an exploration, with specific examples of similar studies including the work of Leary (1990) with psychology, Dunn (1990) with human resource management, Kendall and Kendall (1993) with information systems, Kopp (1995) with psychotherapy, Morgan (1997) with organizations, and Cortazzi and Jin (1999) with teaching.
Those analyses, interesting in their own right, provide a useful insight into the application of metaphor in HRD, particularly for those disciplines more closely associated with HRD. The study of metaphor in organization theory, to pick just one, has covered their use in describing organizations (Brink, 1993; Morgan, 1997) , identifying gaps between current and desired states (Keizer & Post, 1996) , diagnosing and transforming organizations (Cleary & Packard, 1992) , and communicating organizational change (W. Burke, 1992) . As Sackmann (1989) stated, If metaphors are carefully selected, they can influence employees' thinking, feelings, and their construction of reality in ways that facilitate organizational transformation. They can initiate the process by triggering a perceptual shift, the choice of metaphors influencing the direction, interpretations of, and feelings about the shift. (p. 468)
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Shining the Torch With a Critical Lens
Any study of metaphor in HRD must make room for alternative views-those that question cognitive theories of metaphor (e.g., see Searle, 1979) and those drawing attention to potential problems in using metaphor in a particular context. Some specific examples include:
Theory building. Pinder and Bourgeois (1982) criticized the use of metaphors in theory building because they are not literal, do not necessarily deal with identity, can mislead due to differences between the metaphor and the phenomenon it represents, and may not have clear enough content to be falsified.
Communication and behavior change. Sackmann (1989) drew attention to how people may interpret the same metaphor in different ways, leading to different and unintended behavior change. To the extent that the metaphor may be misinterpreted, communication through metaphor may become less effective and less efficient (Pinder & Bourgeois, 1982) , and the user of the metaphor may be unable to anticipate how they will be interpreted and applied (Larwood, 1992) .
Overpursuing a small number of metaphors. Weick (1979) illustrated how people may overpursue, or adopt inappropriate, metaphors. One consequence of overpursuing is the potential for closing down the search for new metaphors, resulting in thoughts and actions being conditioned by a few dominant metaphors and the value orientations associated with them (Alvesson & Willmott, 1996) . Inns (1996) argued that metaphorical analyses could be applied to a field of study and used to reveal core values and assumptions, trace a field's progression and emerging philosophies, and explore alternative frameworks. Short (2000) offered a four-step framework for exploring metaphor in HRD, consisting of observations on HRD metaphors, identifying themes or conceptual metaphors, exploring implications of those themes, and developing a strategy on metaphor in HRD. Table 1 contains an updated version of that framework that differs from the original in four ways:
A Framework for Exploring Metaphor in HRD
• It replaces the language of steps with that of themes to reflect how metaphor can be explored through parallel activities.
• It places greater emphasis on understanding metaphor theory and the challenging of current dominant metaphors in the discipline.
• It expands the four steps into five broad research themes. • It guides further work through suggested research questions within each theme.
In the framework (see Table 1 ), the first theme addresses metaphor theory, seeking to learn from scholars of metaphor in HRD and other disciplines to gain a deeper understanding of metaphors, how they work, and their potential influence. The second theme explores metaphors-in-use, that is, metaphors present in current language, focusing on identifying them and exploring what information they provide about how people conceive of HRD. The third theme looks at the other side of metaphors-how they are being applied in HRD research, practice, and education. The fourth theme takes a critical look at metaphors in HRD by questioning their suitability for the discipline, the challenging of dominant metaphors, and the generation of alternative and supplemental metaphors. The final theme considers strategies for metaphor in HRD, in particular for research into HRD metaphor, the application of metaphor in HRD practice, and the incorporation of metaphor into HRD education. Each chapter in this journal provides information for one or more of the five themes.
Implications for HRD
In this chapter, I set out to define metaphor, summarize theories of how they work, and explore their importance to HRD. Having done that, I consider the five main implications for those working in the discipline to be the following. As a discipline, we need to
• Analyze our metaphors-in-use and use of metaphors, and benchmark ourselves with other disciplines that have already completed such an analysis.
• Take a systematic approach to exploring metaphors (e.g., by using the five themes in Table 1 ), one that addresses surface and conceptual metaphors in our language and best practice in the application of metaphors in our research, education, and practice. •How should the understanding of metaphor and its applications be built into the education and continuing development of HRD professionals?
•What further research is needed to explore the application of metaphor in HRD and the influence of current metaphors-in-use? Table 1 Continued
